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ADDITIONAL GUIDELINES
, ON R R .
HOW TO WRITE POSITION CESCRIPTIONS
' UNDER
THE FOREIGN SERVICE NATIONAL POSITION CLASSIFICATION SYSTEM

REFERENCE (1) Appendix B (pages B-1/B-1ll)of the Interagency Handbook.
on Local Employee Position Classification, (2) A-850 of February 27,
1978, and (3) A-2639 of August 22, 1979, subject: FSN Position Classification
Surveys—Presurvey Certification of PDs, = complete and accurate position
-descriptions are a critically important element in the effective .
implementation and administration of the FSN position classification

system. To assist posts in carrying out their responsibilities

under the program in this connection, the following additional
information is submitted. o - : _

WHAT IS A POSITION DESCRIPTION? WHAT PURPOSE DOES IT SERVE?

A position description (PD) is an official record of the work as-
signed by management to an FSN employee. It is the basis on which
the grade of the FSN position“is determined and is one -of the two

factors determining the employee's pay, the other factor being the
determination of the salary scale prevailing in that geographic =
area for the particular kind of work involved in the position.

Other Uses of the Position PDescription. A PD would be of crucial
Importance to. sound post management if it served only (1) as the
official record of the work assigned .by management to an FSN
employee, and (2) as the basis for making the grade level determin-
ation for the position. However, jts importance is enhanced by the
fact that the PD serves many other uses in the broader area of

personnel administration and sound program management. Specifically:

-—~ The PD helps in settihg'the qualifications used in filling the
position and in promoting an employee to the position.

--- The PD is-a useful tool in training a new employee in his/her
duties. : .

-—- .Other . training reguirements related to the work of a position
can be determined from the duties and responsibilities presented
in the PD. ’ .

—-~ The duties and responsibilities in the PD are used also in:
. developing performance standards for the work. :

-—— The PD contributes tc improved'employeé morale and efficiency
by telling each employee exactly what portion(s) of the work

-
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of the organization he/she is expected to perfofrm, the super-
visory levels involved, and how the-work fits into the organi-
zation.

--- For the American supervisor newly arrived at post, the PDs for

his/her orogram area provide information as to how predecessors ’

organized the work and a551gned the activities of the program
among FSN staff.

~ WHO PREPARES THE PD?

A PD may be written by anyone who knows the facts about the position.

Those most likely to know are the employee (except in the case of

‘a vacant position), the supervisor, and the administrative officer

or personnel officer. Freguently, a completed PD is the result of
the joint efforts of all these persons and; in some cases, of
other persons as well.

The PD should be written as if the position is wvacant; this is, it
should describe the duties and responsibilities of the position,
not the personal attributes of the incumbent(s). :

The PD should completely and accurately describe the duties and re-
sponsibilities that are actually assigned tc the position. To do
this, the person(s) preparing the PD should include the following
information (REF: B- 4/B 11 of the Handbook\-

MAJOR DUTIES AND RESPONS*B*LI”IES (Tpf nature and' complexity
of the work and the percentage -of the& time spent on each
major duty and responsikility) : - :

EDUCATION (including specialized training)

WORK EXPERTENCE

POST ENTRY TRAINING

LANGUAGE PROFICIENCY

KNOWLEDGES, SKILLS, AND ABILITIES (KSA's} regquired to do the -
work (i.e., thcse KSA's gaﬁned from education and/or work

experience and/or post entry tralnxng which are required.
and used in doing acceptable work in the position)

SUPERVISION RECEIVED ‘i.e., supervisory contrcls exercised
over the position) ‘ ’ o
’ v and S
- AVAILABLE GUIDELINES &and how they arz used in doing the work,
which affects to 2 large extent the employee's authority
in the

}
EXERCISE OF JUDGMENT and the

AUTHORITY TO MAKE COMMITMENTS
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NATURE, LEVEL, AND PURPOSE OF WORk CONTACTS
SUPERVISION EXERCISED OVER OTHER EMPLOYEES

WHEN IS A PD REWRITTEN?

A PD should be rewritten when there is a significant change in the
duties, responsibilities, or supervisory relationships of a position.
Such changes come from reorganizations, changes in existing pro= -
grams, the addition of new programs, and/or the reallgnment of tasks
among the various positions of an-organization. It is also some-
times necessary to rewrite a PD simply to update an old one or to
replace a badly written one. :

' HOW IS A GOOD PD WRITTEN?

Anyone who follows the instructions given in B- l/B -11 of the Hand-
book should be able to develop a complete, factual, and easily.
understood PD. However, the following several points are important

‘to remember if one is to assure that a PD describes a position as .
it actually exists in terms which give the reader a clear under- '
standing of the duties and respon51blllt1es of the position.
Specifically:

Major Duties and Responsibilities (REF: Item 14., B-10)

- Use plain, clear language. Avoid words which imply responsib-
.ilities or complexities greater than actually exist in the .-
position. For example, do not describe a. task as "maintains . .
liaison with representatlves of the business community" when
the task is "locates and issues various commercial library
information as requested by members of the business communlty
by telephone, letter, or personal visit".

- Use active verbs. For example:

0 Posts spec1f1c information from purchase documents to
stock record cards.

0 Desi ns‘art work for posters, mégézine covers and other
information materials to meet specified needs but with
some freedom to use creative judgment. '

0 IXEeS leuters, memoranda, reports, and lists in final
form from handwritten drafts.

0 Develops overall budget proposals for the progrém, based
on approved estimates submitted by the 51x lelSlonS in
the organization.

0 Assists callers to the visa“section by issuing visa :
applications forms, explaining instructions for their com-
pletion, and checking completed forms for accuracy and
completeness. :

-
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'., Al . . . . . J
- Describe incidental or occasional duties 1n ggah a way as
to explain how often they occur. - -For example:

0 Once a month...

0 In the occasional absence of...

0 As requested during peakloads...

0 In emergencies...

0 For those positions which may involve incidental or ,
occasional duties of various types, the statement "Performs
-related duties from time to time as assigned"” may be
included in the PD. ' : _

- Indicate the percentagevof*time spent in carrying out each -
major segment of the assigned duties and responsibilities.

A simple rule to bear in mind when writing a PD is that each major
duty and responsibility is best described on a WHAT, HOW, WHY basis.
For example: R e : . :

WHAT " HOW ' WHY

Files various materials
in three separate filing i L -
SYSEEMS. cocvvccsvoacanacns ..according to an alphabetical
. (procurement item), a
chronological (procurement v _
date), and a numerical :
(voucher number) system,....which file
; serve as a
complete record
of all procure-
ment transactions
‘at post, and as
. the source docu-
ments in support
.0of the accounting
system for procure-
ment transactions.

DESIRED QUALIFICATIONS (REF: Item 15.a./£., B-11)

The instructions given in the Handbook concerning Education, Prior
Work Experience, Post Entry Training, and Language Proficiency (item
15.a/d., B-1l1l) are adequate to the needs of posts in preparing
position descriptions. However, it is important to provide additional
guidance regarding Knowledges (item 15.e.) and Abilities and Skills
(item 15.f.). ' ‘

.
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* I. Knowledges required by the Position (REF: Item 15.%, B-1l1l)
It is freguently the case thata2n TSil employee rings to & pcsition
knowledges and skills which exceed thcse required and used in
doing acceptable work In the position to which assigned. It is
Tarv ‘mporfant that. the PD include <nly *“he nature or kinde == ,
knowledges (and abilities and skills) actualily neeéed and describes

how these are used in doing the work of the position. ' >

-

Knowledges are information or facts such as procedures, work prac-
‘tices, rules and regulations, policies, thecries ard concepts,
principles and processes which the employee must know to be akle
to do . the work. These may be acquired by pre-emplovment education
and training, work experience, or post entry traiping (on-the-iob
or by training courses), or by a combination of thsse. ‘

The Following are examples of good,descriptions of knowledges re-
quired by a position and how these knowledges are usad in doing
the work of the position. B ' ‘ » R

Knowledge Example #1. T ~ tconomlic Specialist

a. Kind of Knowledge: A thorough xnowlsige of the hosi country's
: economy - ecenomic structurs and institutions,
and foreign and domestic economic policies
‘ B § : .

b. How Used: to (1) advize American officers at post and
o official visitdérs cn pollitizo-2concmic aspects

of binaticnal negotiations, on surrent develop-
ments affecting existing and potential economic
policy hearing upon the post's commarcial
orogram; and to i2) plar and execute complex
econcnic research znd reporting zssigaments.

Knowledge Examplz #2 < _ visa Clerk

a. ¥ind of Knowledge: Knowledge cf operating procedures relating

o a limitz=d range oI visa services per- -
formed Hy the emrplcyee. including '

b. Eow Used: o]
simple filing,’ .
as, -and distributing

-Knowle&ge Example #3

a. Kind of Knowledge: Kacwledge of English grzmmar, speiling, and
: spuactuatlon ‘ : :
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b.. How Used: - (Lo correct obvious errors_jn material
being typed.

tT. abilities and Skills recuired bv the position (REF: Item 13.f.,
B_ll) R o = .

Oon the whole, few gualification requirements will be listed as
wabilities:* It is usually easier to reflect such reguirements as.

a knowledge or.as a skill. ' '

It is also sometimes easier and more useful to describe a regquirement .
as a skill rather than as a knowledge. A knowledge exists before a
skill can be demonstrated. For example: A person who knows the
typewriter keyboard can acquire a particular level of proficiency
through practice leading to "skill in typing”. - Skills usually can
be observed so it is common practice to describe skills as a certain
dexterity. For example: Skill in cutting, sewing, stretching, and
tacking fabrics of various patterns, thicknesses, and types in '
upholstering a variety of office and household furniture.

The following are examples of good descriptions of skills require-
ments. . .

Skill Example #1 ‘ {. Voucher Examiner
© a. Kind of Skill:  Skill in using a calculator
b. How Used: -  to cdmﬁuéé tdtéls,‘discounté,_taxes,

transportation charges, and other cost
information on vouchers. -

Skill Example #2 - o '~ Stenographer
a. Kind of Skill Skill in taking shorthand dictation
b. How Used: ' to record and transcribe dictated letters,

memoranda, reports, and other materials
" in rough draft.

Skill Example #3 o - Mechanic (Carpenter)

“a. Kind of Skill: Skill in the use of the several tools of
' the trade (including hammers, drills,.
planers, screw-drivers, levels, and
measuring devices)
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b. How Used: to repair and renovatae existing office
' and residential buildings and interior
and exterior fittings, and to perform
carventrv work on new construction
sites.

1f you are not sure whether to describe a requirement as a knowledge,
an ability,-or a skill, describe it as a level of knowledge. :

N

ITI. Cautions in stating desired qualifications:

Posts are c;utioned to take great care in stating the desired quali-
fications for a position, whether it be education, prior work
experience, post entry training, language proficiency, knowledges, .
or abilities and skills. Several areas of item 15 of B-1ll deserve.
particular attention. Specifically: ‘ : '

- Excess education requireménts or arbitrary degrees of pro-
ficiency should not be described. There should be evidence
of how any requirement specifically applies to one or more
tasks of the position being described. IF A STATED KNOWLEDGE,
SKILL, OR ABILITY CANNOT BE; DIRECTLY RELATED TO A DUTY OF A
POSITION, IT SHOULD NOT BE INCLUDED IN THE PD.

- Show only knowledges, skills, and abilities. (KSA's) that are
. essential for satisfactory performance of the work. :

- Most positions require no more than four or five KSA's. If
you have a much longer list of KSA's some of them can probably
be combined into broader categories. '

- Label a knowledge as "professicnal” only when the nature of
the work meets the definition of a professional occupation,
that is: -

- "pProfessional occupations or series are those that
require knowledge in a field of science or learning
customarily and characteristically acquired through
education and training that meets the requirements
for a bachelor's or higher degree with major -study
in or pertinent to the specialized field, as destin-
quished frem general education. The work of pro- .
fessional positions is creative, analytical, evalu-
ative, or interpretive, and is characterized by
personal responsibility to keep abreast of and
exercise judgment and broad perspective in the
application of an organized body cf knowledge that is
constantly studied to make new discoveries and inter-

Declassified and Approved For Release 2012/10/16 : CIA-RDPO7-02184R000300530036-2




) " Declassified and Approvedk-Fjr Releasg 2_(.)12/1 0/16 : CIA-RDP07-02184R000300530036-2
pretations or to ihprb§e the data,materials and
methods".

- Although there are some positions for which an ability or
abilities should be stated in the PD, aveid listing "abilities™
when a requirement can be described as a "knowledge" or a
nckill". For example, "ability to examine vouchers" is too
vague since it does not show what the employee has to know to .
do the examination. It is possible that such ability
requirement would require extremely different knowledges among
several positions.  To illustrate: 3 . _

WRONG" - BETTER

Ability to examine Vouchers. Knowledge of travel regulations to
_ check travel vouchers for compliance
with such regulations, for accuracy -
of terminology, and for correctness
cf travel computations. -

Ability to examine vouchers - - Knowledge of professional accounting
and transportation accounts. . concepts, principles, and theories
‘ to audit the total accounting system.

- Do not include in desired gualifications such persbnal charac-
teristics as enthusiasm, patience’, adaptability, integrity,
or creativity.. . . : ' ' '

- Doublecheck any-listed knowledges, skills, and abilities in a
‘compléted PD to assure they agree with the duties described.
For example, if you ‘list "skill in operating an electric
typewriter", the majcr duties and responsikilities of the PD
should show that the employee ZIypes. 'JOB-RELATEDNESS is the
key to good statements cf desired qualifications.

POSITICH ELEMENTS

I. Supervision Received (REF: item 16.a., B-1l). Each PD should
' Indicate the title and position number of the supervisor of
the position. ' o :
"Supervision Received" has three parts:
- How the work is assigned.

- The employee's responsibility for carrying-out the work.

- How the work is reviewed.
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0 How is the work assign=d? Stpervisors have direct or
indirect. controls over the work in the way assignments
are made, instructions are given, priorities and dead-
1ines. are set. and- obiactives ind boundaries are

defined. For example, a supervisor may make assign-
ments : v

*

*

'w1th suggestlons only for procedures,

w1th detalled lnstructlons as to how to do the work;
or
w1th instructions only for new, dlfflcult, or uvnusual
aspects of the worky
. or

,

QxR

‘with lnformatlon only about the objective to be

achleved and any priorities or deadlines.

0 What is the employee S respon51b111ty for carrying out
the work? Lo _ . .

This deals with the extent to which the employee is

expected to develop the sequence ‘and timing of various
aspects of the work, to modify or recommend modifica-
tion of instructions, and to participate in estab- . ,
lishing priorities and defining objectives. For example, -

*

lnstructlons'

. an employee may -

£

‘do the- work exactly as 1nstrtcted‘

. or »
do routlne assignments 1ndependently w1tnout soec1f1c-

and/or
refer situations not covered by instructions to super-
v1sor) :
or '
handle all work 1ndependently according to policies,

- previous training, or accepted practicej;

‘and/or .
resolve problems which arise by determining approaches'

rto be taken and methods to be used.

1] How i's the work rev1ewed° This deals w1th the nature

‘and extent of the rev1ew of work. For example, there
may be . o -

*

close and detailed review of each phase of the a551gn-
ments :
_ .and/or
detailed review of the.finished work;
or "
spot-check of finished work for accuracy;
. or ' : A
review only for adherenca to broad policy or procedure.
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0 Note: 'Supervision)ReceiVed"in the employ¥e's PD should
agree with “"Supervision Exercised" in the supervisor's
PD. Fecr example, if the emplovee's PD states that the
work is accepted as veing technically .accurate without
review, but the supervisor's PD states that detailed
review is given tae emproyes's work, one of zhe PDs is
wrong. The facts must be rechecked and appropriate

" changes made in at least one of the PDs.

“Supervision Received Example #1 , Pavroll Clerk
a. How work assigned: Supervisdr gives regular technical super-
- _ : _vision and assistance during the payroll
cycle. . : _
b. Employee response: . Routine work is performed independently

following set precedures. Employee seeks
help from the supervisor on difficult pro-
blems or regarding the interpretation and
application of regulations to specific
cases. ' o
_ . _

c. How work reviewed: Pay, ailcwances, anc leave ccmputations are

regularly reviewed by the superviscr.

[

Supervision Received Examplie #2 T Prcgram Assistant

a. How work assigned: Supervisor makes factual and stztistical
reporting assignments which are accompanied
by cliearly dafined instructions or precedents.

b. Employee response: Indepenéently aollects and evaluates the
relevance and reliability of informaticn,
organizes and presents statistical data,
and monitcrs developments in a selected
activicy or project.

c. How work reviewed: ‘Werk in progress receives general super-
wvision -orly except as unusual problems
arise. Completed work receives close re-:
view. .

II.‘ﬁAvailabie Guidelines and Exercisz of Judgment (REF: Items iq.
b. and c., B-11) - .

These position elements relate te:

- The nature of guidelines Zfor pérforaing the work.
- The judgment needed to apply the guiid
ified or new guides ir order to satis

elines or to develop mod-
factorily carry out the
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.

work %o t¢ serformed.

0

" or in developing gquidelines.

. A-3606

What guiéelines are used in doing the work? Guides may be
operating procedures and policies, traditional practices,

. or references such as desk manuals, dictionaries, style

manuals, program handbooks, catalogs, and blueprints and
drawings. They aré any written or formally stated
directions designed to aid employees in getting work done
satisfactorily. : S
Individual jobs vary in the degree to which the guidelines
are specifically applicable and available fcr dcing the
work. For example, a referencelibrarian has a detailed

' reference guide in the card catalog which may be used to

locate all books requested under the name of a specific
author. However, the same reference librarian may have
more difficult and less specific requests for reference
services to which the card catalog is not so specifically
and directly applicable, and which ieave some latitude for

. use of personal judgment.

- o ; ' ~ :
- How much judgment is needed in using tne guidelines?

In performing the work of a position, tLé existence of

specific instructions, written procedures and policies,
handbooks and manuals, and the like may limit the oppor-
tunity of the employee to interpret and adapt the guide-
lines, to develop new guidelines, or o plan and conduct

work in some special manner due to the absencas of guide-
lines. On the other hand, very general, out-dated, cor
otherwise inadequate guidelines 5r the absence cf a specific
method for any phase of the work may require the employee

to use considerakle judgment in aprplying inadeguate guide- o
lines or in developing apprcpriate guidelines. . o

It is extremely important to explain the nature of guide-
lines in a PD and to indicate the extent to which the

employee follows them explicitly or uses judgment in de-
ciding between alternatives in interpreting, in adapting,

,* g

Available Guidelines and Exercise of Judgment Example #1 File Clerk

a.

b.

Guides: Written and oral guides provide specific instruc- .

tion for filifig materials.

Judgment:" ‘ . Most of these instructions are easily memorized

and little interpretation is necessary. When
instructions do not apply, the problem is re-
ferred to the supervisor.
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Fvailable Guidelines and Exercise of Judgment Example #2 Commercial
Specialist

a. %Suides: . Guidelines include trade promotion and otherxr
general regulations, procedures, and policies
governing programs and activities of the
commercial section, including procedures for |
the collection and analytical reporting of
market research, trade promotion, and other
commercial data. . .

b. Judgment: As a recognized éxpgrt, substantial reliance
'is placed on the employee to independently

E plan and carry out research reporting and other !

assignments within the prescribed reporting
schedule, according to prescribed basic content
of reports, and consistent with other general
guidelines. Beyond the requirement of adherence
to these general guidelines, the employee

uses personal judgment in.determining the
breadth and depth of reporting assignments and
in deviating from prescribed reporting pro-
cedures in the interest of providing the most
complete and appropriate data. '

N

" III. Authority to Make Commitments (REF: Item 16.d., B-11)

This position element relates to the extent to which the employee
is permitted to carry out responsible work of the position without
clearance with the supervisor or others. These commitments have
the effect of binding the organization or higher authority to a
course of action. - - ' ‘ T

In many positions, the work is such that commitment authority is
not a factor, as in the case of routine clerical positions or
positions covered by detailed guidelines. In any case, if this
is an acknowledged factor in a position, the PD should carefully
describe the TYPE, SCOPE, AND EFFECT of such authority, and should
cite examples. Also, this element in the PD should be censistent
with related information given in -the PD regarding Supervision

Received, Exercise of Judgment, and Major Duties and Responsibilities.

Authority to Make Commitments Example #1 “Visa Specialist

Type of Authority: ‘Has authority to determine which visa
‘ cases reguire further investigation and
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possible exceptional action, without orior
approval of the American supervisor.

Scope: ' '~ This authority involves the full range of
visa services in the consular section
which has a substantial number of complex
and sensitive cases. . :

Effect: These decisions impact the expeditious,
efficient and proper disposition of .
complex,funusual,'and questionable cases.

Authority to Make Commitments Examplex#Z‘ Budget Analyst

Type of Authority: Commitments are limited to advising the:
, o supervisor regarding minor reprogramming
of original budget estimates as requested
by occasional changes in operating programs

Scope: : o for three segments of the post's budget.

Effect: o This advice assists the supervisor in
making decisions as to how this repro-
gramming will be accomplished within well-
established and accepted budget practice.

IV} Nature, Level, and Pur@dse of Contacts (REF: Ttem l6.e., B-11)

This position element covers the people the employee deals with in
the work, the conditions under which contacts are made, and the
reasons for contacts. To avoid misunderstandings, this section of
the PD should clearly indicate the nature of work relationships and.
any unusual circumstances or conditions involved. For example: A
secretary may have contacts with high-level officials of the host
country government. These contacts are generally easily made and
free of problems, and are for purposes of transmitting spec:ific
information, arranging appointments, and relaying requéstzs o¢n behalf
of supepiors. On-the other hand, a political specialist may have
the same level of contacts, but these are difficult and sensitive.
contacts because of the purposes involved (that is, to gaug= the
probable reaction of the host government or its political leaders
to U.S. views or proposals, to explain bilateral foreign pclicies,
and to assess a wide range of past, present, and possible futare
political developments). - ' '

V. Supervision Exercised (REF: Item l6f., B-1ll)
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To assist the position classification orocess, this pnosition element
shouid 1ndicatc the number, kihd, grade levels, and position
numbers of employees supervised. In describing the nature of
supervisory control exercised, identify any position(s) that re- -
ceive supervision which is different from that of the staff as

a whole. For example: "As-unit supervisor, the employee makes
assignments, provides procedural instructions and deadlines, is

- available to assist on problems, and reviews completed work of
the staff of three visa clerks FSN-1415-4-V16, three visa clerks
FSN-1415-6-V20, and a visa assistant FSN-1415-7-V17. However,

as position V16 is considered a trainee position, the incumbents
of V16 are given closer instruction(s), supervision and review on

the more difficult assignments”.

* * % % * % * *
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